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This kit contains everything needed to explain, 
criticize and plan, simulate, and evaluate *a management by objectives 
(MBO)- program. The kit has been field tested in state agencies, 
schools, businesses, and volunteer organizations. Bather th^n present 
only the strengtTis of i5B0, this program defines MEG, presents its 
strong points in discussing the* six imperatives of MBO (diagnose 
problems, specify objectives, analyze constraints, select viable 
a^lternative solutions, evaluate measurable outcomes, and implement 
appropriate strategy) , presents" samples of both good and bad 
objectives, and explains why MBOfails (the MBO plan does not support 
the institution's or department's critical activities, the MBO plan 
is unrealistic, the MBO planner does not have the proper authority, 
the MBO plan lacks support from top managem'ent, the MbO plan lacks 
user support, and. the liBO plan is on too large scale for a first 
step) ^ .Also included are an MBO agenda for participants to use in 
analyzing the pros and cons of MBO and evaluation instruments. 
(Author/IET) 



Doc 
materia 
to obt.a 
reprodu 
of the 
via the 
respons 
supplie 



* 
* 
* 

* 
* 



uments acq 
Is not ava 
in the bes 
cibility a 
microfiche 
ERIC Docu 
ible for t 
d by EEES 

:«c:|c :4c ^ :4c :4c :4c :4c :4c :4c 



:?e*****:?:*:{c******:4c3{:********:{c*#**35:*****:4c**5}c.** 

uired by EEIC include ' many informal unpublished * 
liable from other sources. ERIC makes every effort 

t copy available. Nevertheless, items of marginal * 
re often encountered and this affects the quality 

and hardcopy reproductions cERIC makes available v * 

ment Reproduction Service (EDRS) . EDRS is not * 

he quality of the original document. Reproductions * 

are the best that can be made from the original. * 



ERLC 



rvj 



Ti l Lfi 



U S.OEPAKTMENTO^HEALTM, 
EDUCATION tWELFAIIE 
MATtONAL INSTITUTE 0^' 
EDUCATION 

TH»S DOCUMENT HAS BeeN.REPRO 
OUCeO EXACTLY AS REceiveO FROM 
THE PERSON OR ORGANIZATION ORIGIN 
AriNGiT POINTS OF VJEW OR OPINIONS 
STATED DO NOT NECESSARILY REPRE 
SENTOFFICfAL NATIONAL INSTfTUTEOF 
EPyCATlON POSITION OR POLICY 



•A TIIAM AiTROACH TO 
MANAC-.rMLin BY. C^Ml C3 I VES, 
WITH SPEC I AL EMFH/U^ I S . ■ 
CN NrANAGEniAL SELF-EVALUATION 



AllTtICK 



iowQt'u r . ALV I R, l-'h.D. 



W 

S 

o 

■< 

o 

ERIC 



DATE 

July \, 1976 



SUMMARY ■ . . ' 

MANAGEME'Nt~"BY OB JECTI VES (MFjO) should be introduced 
gradually and ca-efully into. \our leadorsUip style. 

Here is o collection of EVERYTHING you need to 
begin MBO in your organization or team. 



if this document is accepted into the ERIC collection 
and jf you don't want to buy a microfiche or hard copy 
from ERIC, you have the option of requesting a LOAN COPY 
fr^om HOWARD P. ALVIR, Ph.D. 

27 NORWCCD STREET 
ALBANY, NY 12203- - ' 

To get your loan copy, all you have to do i s send 
C st;^r::PGd r. elf— riddrp'^'^f^r' ^ . ^ ^ ■ 



INTRODUCTION 



This kit. contains everything you need to 

EXI'LA I N, ; --APPEND I X A ■ - f: ^ 

CRkf ICI2E, PLAN,> APPENDIX B f^Z/ 

SIMULATE, and --APPEND I X C ■ f> 

EVALUATE— — — ——— — - — — -APPENDIX D fi 35 

!'.^^.!^i5f "^'^"'^^'^ ~ - objectives cdn. i n i st rat i pn 

in youi- i net i tut ion, school, egency, bureeu, office, 
business, company, or department. 



It has .been fieldtesten in state agenc i es , schoo I s, 
businesses, and volunteer organisations. 



^ Here is all you do to i mp I emen^t it." 

j .Identify tv/o people to operat i ona 1 i ze the design. 

Onc| might be yourself. Another might be a close subordihe:to 
or co-worker. . ' " 

Identify one as A, the other as B. Whenever, a job is' 
^iven to A, A does it. Whenever a job is given to B, B does it. 

For example, A will make an oral presentation based upon 
the material conta i n ed i n APPEND I X A> INTRODUCTION. A will 
explain each of the 6 gu i de I i nes conta i ned therein. 

B Hi I I niake an oral presentat i on based on the material 
contained in Appendix B,^ SAMPLE REASONS V/HY MBO FAILS. B will 
explain each of. the 6 pitfalls c'escribec therein. 

Both A and B will conduct a simple simulation as directed 
in APPENDIX C. The MBO AGENDA identifies the sequence of the 
simulation, the work page to be given to part ici pants, ' the 
participant activity, a^nd the product thereof. 

After this, the evaluation form found in APPENDIX D 
is given to participants, A MATRIX ANALYSIS is performed 
together with an N'^BC ANALYSIS. 

■ • ■ 4 ■ 



MATRIX' ANALYSIS ^7' ^ 

Don't let tie term MATRIX ANALYSIS tht ow vou. 

Your invo I vcfnent is simple : Open up APPENDIX D. 

^You add up the scores for both A and B on qq.^J - 38 of t he evo I uut i orw 

Vou ir'onfify your Ki ghest percentages of success and 
your lowest percentac;es of^succdssr. 

You tut^h to ^he MA'IRIX ANALYSIS page in-'APPENDIX D. 

You ruyVk your high and I ow percentages in the p,roper square, 

o / • For example, your percentages on q. 1 

■ go in the AE square. / 



Your percentages on q. 2 
go ih the KE square. 

Do this for all e va I uat i on quest i ons . 

Once thi^i is done, you ncike the following analysis : 

In which colurT\r» (K, P, or A) were 

n»ost of my successes or failures? 

|1 the J< column is high, you are 

strong i n jCNCWLEDGE ABOUT MBO . j. 

If the £ column is high, you are 

effective in f^BO PERFORMANCE. 

* If the jA column is high, you are 
exceHent i,n MBO ATT I TUDES. 
After this, you make the following analysis : 
In which row (O, E, or R) were 

njost of my successes or failures? 

If the 0^ row is high, you are 

strong in MB5 OBJECTIVES. 

If the E row is high, you are 

critical enough to EVALUATE 

and SELf-EVALUATE MBO PERFORMANCE. 

If the R row is high, you are 

versatile enough to use a 

wide REPERTOIRE of MBO RESOURCES. 

If your highest percentages of suc^cess occur in the KO square, 
this means that you k^now cu ite a bit about MBO.- 
, You are strong in. KNOWLEDGE OBJECTI VES. 



/ 

/ 
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I r .botl^. .V ou and cm ossocidtc^ riuike thci obove 
MATRIX ANALVSiS, you bofh.will knov; >our sty^cngfchs ajid 
iv'Cdktiess^'.s . \n v c I o|i i nc^ u nidnticjeniont t et^ii"!^ you must ploy 
up your St. ruM;':_ii hs t-r.d i mpf^o\ e yui; vs'eakr»csscs . 

0 

MRo ^u^L\i}\^■ ■ —^.3^ 

In ucIcliticMi to the MATRIX^ANALYSIS .described above., 
you iiu.> wish to peffonii an MBO ANALYSIS. v ■ 

Each citKi-tion from 1 - 38 on the E('A LIIAT I ON , pope 
M.s keyed to o s|.eci|ie MBO I Mri.F.N',ENTA"l I ON STEP. 

In bi icf, you mu^it, i dent i fy your str^ongths and 
wcakpcr;.scs in I i ()lvt of these six stc|.>s. 

h> W' Ip you do this, the fulj TEXT of the question 
thcit c:o?'re ! cit c ^ v.ivf^ a ^specific MBO step is cited^ 

Worki ng throt yh the MBC AMALVS I S w i 1 1 show you 
where you h«»vi* MHO strergtlis cir.d weaknesses. This type of 
.feec!!u,ek knov lrdoe based upon EVALUATION FCKMS FILLED OUT 
BY CO-WORKERS is invalucl:>le information if you use it. 



- INTRODUCTION 

The t:c?pj.9 on today's agenda i.s management by objectives. „ ' 

Management by objectives refers to the ability to inspire teamwork 

and coordination thtough the careful selec tlon of worthwhile and /countable 

objectives. . 

After such' a positive and generalized definition, one can legitirnately 
af:k, ''Is there any other way to n^.annge?" ^ 

There are a number of ways to answer this question, Let's go to the 
.. library ami look up the term "management by...,'' . 

In alphabetical order, the resi)onses found will be:. 
Management by exception 

Manngoment: by infomation ryntems ; ♦ 

Managcinciit by rr.otivation 

Management by objectives ■ / 

Managnmcnt ^y participation 

Management by results • , 

I'lanagement by systems 

This is as good a time as any to s\art practicing what is being taught. 
,Thc obvious process; taking place today is an attempt to CONDUCT training 
^sessions. Hgwever, rnanagement by objectives doesn't focus on process as 
much as on product. 

In other words, frdai the speaker's point of view, the ' objective of 
today's session is to PRODUCE managers and leaders that understand both 
the pros and cons of managomfe.nt by objectives. ^ : 

From the participant's point of view, "the objective of today's session 
is to A^NALYZK..both the pros ?.iid cons of nwuagcment by objectives in light 
of future implemGntntion back in one's own institution or agency. 

7 
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-With this type of a miniature MBO approach, the success of today' 
encounter is judged not by the number of words snid or written, but by 
how well each individual cnu look at mo as ogo -of several available 
management tools. After looking at MBO as a tool in general, each 
individual present should' be able to weigh the .pros and cons of l.ffiO 
when applied to a specific potential application. 



0 
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.MAMAGEMK^T BY OB.IhGTIVES 



mNACEMfiNT BY OBJECTIVES (MBO) is a catch-all phrase that has been ' 
used to describe a wide jiumber cf productive and unproducti.v9 management 
techniques. „ According to the literature, including such authors as 
Harry Lovinson and John Humble, IffiO is a management technique that involves, 
three phases ' 

I. I-50TIVATI0NAL ASSESSMENT 
II. GROUP ACTION 
III. APPPJMSAL OF APPRAISERS 

These three overall ingredients of a successful and effective MBO 
wiM be discussed later. Each of 'these three components requires an 
indepth psychological perspective that is dovetailed with modern management 
prineiples, ' ' ^ 

LC-T'S START . WITH SIMPLIER DEFINITIONS A^HD PROCEDURES. 
Management by objectives introduces tv;o concepts: MANAGEMENT and " 
OBJECTIVES. . 

MANAGEMENT refers to the ability to get valuable work accomplished 
through others.. In certain ' types of bureaucratic environments, management 
is equivalent to leadership in the sense that certain individuals who 
supervise do not have a wide variety of discretionary powers to plan or reward, 

OBJECTIVES refer to specific statements of purposes, expectations, 
and desired outcomes. • » 



In other v;crds, raanagoiiic by ohjeclxves is the ability to .inspire 
" ' - " . ■ . • .. . 

teaiiiv/ork and coordina.l:ion tlirough the careful selection of v^orthwhile and 

couhtnblci objectives, !. . 

VJORTIE^IIILE Qr.JECTIVES refer to oh jec tives that resolve both institutional 
and local problGi-.ir: by diagnos-ing underlying needs, 

^ COUNTABLE 0:}JECTIYES refer to solutions that can be implemented and' 
gradated on a itK>ar,ux-able !>asls, Whenever a leader or manager feels that 
it's almost impofjrible to keep score, the manager can be fairly certain 
that the objective aimed at is not countable, 

'After the above increase in MBO vocabulary, the reader should be 
aware of the fact tl^at this presentation v;ill take both an EXPOSITORY and 
'a CPT.TICAL appro.-^i'Ii to >!I]0. ' - ^ ^ 

To place the" expository approach in a nutshell, management by ' 
objectives (MBO) can be sumiuod in six iiui>erativesi 

o 

1* Diagnose problems . . 

c 

2, Specify objectives . - 

3, Analyze constraints 

4, Select viable alternative solutions 

5, l^valuate .measurable outcomes 

&• Implement appropriate strategy • ■ ■ . 

A few words of wisdom can be given to guide the beginner in each of 
the above six guidelines. Obviously, these pearls of experience are based 
upon typical easy to commit errors, \ 

10 



1. Managers tend to begin ^mO by sincjerely ded'laring 
In a very friendly voice, /'If the people who work 
■ under mo would only tell me.v;hnt is needed, - 
nianagcirent will try to achieve itv^' On the other 
hand, staff .member 5; often begih MB0 by assuming, 
"xf managcTMent will only tell us \/;hat the goals_ 
and probleras are, ve would come i/p with some o 
v/orthwhile suggestions/' ' . - ' r 

The manager .v/ho refers to people WORKING ITWDER HIM is forgetting that 
the usual chain of cpmmand uses such expressions as 'people REPORTING TO- 
A ^SPECIFIC MANAGER. Even in the beehive, production is maintained by a 
harmonious mixture of both HONEY and AUTHORITY. In the beehive, the queen 
bee obviously wants honey for ^herself and for all members. The intricate 
chain of command goes from top to bottom. Often, it is the lowly worker bee tha^ 
locates the honey and realities v/hich barriers must be overcome in order 
to keep up productivity. 
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The point hpre is thatf collaboration among all levels is essential 
m ord^r to make the organization v/ork together . The big difficulty is 
the temptation to accept every suggestion from influential individuals 
before trying to find out what the real problem is. Obviously, it would 
be ridiculous to think of the situation v;herein the v/orker bees would 
"Bhange the object of productivity from honey to steel. On the otTier 
hand, it would be just as ridiculous for the. queen bee to lay down the 
regulation, ''Every pink flower must be drained before going on to the. 
other colors . . 



2i A well stated objective is behavioral or 
operational in the sense that action verbs 
ate stated as precisely as .possible. This 
means that a VISIBLE ACTIVITY is given to 
a SPECIFIC PERSON to be done in a SPECIFIC 
TnrE PERIOD with a PRESPECIFIED LEVEL OF 
MFJVSUfUnLE SUCCESS. 

* 'if. 



In additon, objcctivcj? usually gdl tn n hierarchy ranging from ir.ost 
important to least important. • 

Objectives should be chosen that actually reflect the needs and 
concerns of the instit^ution or agency trying to achieve^ specif ic purposes. 
In addition, objectives should imitate the honey objective in the beeliive 
in tlie sense that :fioth the quepn bee and the v/orher bee want and need 
honey. The terjptation to simplify all tiiis to money is obviously a search 
for a panacea that really isn^ t tha t multipurpose. 

Objectives concentrate on output, rather than on input or on processes 
that lead to final productivity. Thus, the ptirpose of an explanation such 
as. this on MBO is not to CONDUCT a training session, but to PRODUCE managers 
anci leaders that understand both the pros and cons of management by 

objectives . . 

0 "... 

3# Limitations, constraints, or barriers often 

take the forms of fav;??, established traditions, 
< or human attitudes. Thus, just as the researcher 
is concfirned with the 'search for more truth, the 
practitioner must be concerned v/ith the necessitity 
to solve specific local problems. 

"Some of these barriers can be summarized in data, people, and' things 
which ' 



Abide tfy tradition 

Abide by last year 's- agenda 

Abide by the "timetables*' 

Abide by last year's calen.lar 

Abide by the "regulations" 

Abide by last year's interpietations. 

Abide by the "book" 

Abide by last year's problems c 



These ABIDING problems will be encountered by anyone trying to 
Introduce a MBO approach. J 2 

• ■ . . • 10 • 
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in aikliton, objectives usually goll tn n hierarchy rani^ing from most 
important to loast important. 

Objoctivop should bti chosen thnC actually ..reflect the needs and 
concerns of Uu; instlKition or aRcncy trying Lo achieve " spoci fic purposes. 
In addition, objectives should imitate the honey objective- in the beehive 
in the sense that jioth the queen bee and the worker bee want and need 
. honey. The temptation to simplify all this to money is obviously a search 
for a panacea that really isn't that multipurpose. 

Objectives concentrate on output, rather than on input or on processes 
that lend to final productivity. Thus, the purpose of an c-'planation such 
as. this on MBO is not to CONDUCT a training session, but to PRODUCE tnanagors 
and loaders that understand both the pros and cons of manngeniont by' 
objectives . 

0 

3. Limitations, constraints, or barriers often 

fake the forms of laws, established traditions, 
or human attitudes. Thus, just as the researcher 
is concerned with the search for more truth, the 
practitioner must be concerned with the nccessitity 
to solve specific local problems. 

Some of these barriers can be smnniarized in data, people, and' things 

which 

i " ^ 

Abide ay traditiipn 
Abide by last yedr's^ agenda 
Abide by the "timetables" 
Abide by last yearns calendar 
Abide by the "regulations" 
Abide by last year's interpretations 
Abide by the "book" 
Abide by last year's problems t> 

These ABIDING problems will he encountered by anyone trying to 
introduce a mO approach, J 2 

10 • 



Those abiding and enduring problem^- pop up regardless of the leadership 
/ . • ■ ■ ■ ■ . ■ , ' 

style of a specific manager. 

' ■ ■ ' . .■ . . ■ * 

14. Look around in a varieC.y of'placcs before 
presuming all the local sources of 
solution have been dried up. The process 
of selecting viable alternative solutions 
is one that involves consulting several , ' - 

different .sources ^/ 

The/individual whc^e shield is embLnr.eiWl with the motto, "Follow 
my injcdiate sup^^rvisor,"' is obviously obedient: enough to pass umster. Hov.^-ve 
such' an individual must be even more resourceful in order to cut ine mustard. 

It is easy for certain inactive individuals to select the turtle as 
HERO,, ' I . 

After all, turtles apparently live so long because they'are very 
inactive ^in a productive sense. Turtles have been imitated for centuries 
by exhausted coolies who labor for two or three hours moving a pile of ■ . 
sand from the left to th^ right in the mornifig. After all, in the afternoon 
the sand will be moved back again to the righthand side. So, why worry ' 
and. get all excited about a few grains of sand? 

5. Evaluation is a yardstick. This yardstick 
must be spelled out in terms of countable 
n. /■ success. In addition, the yardstick must ^ . 

allow for qual-ity measures. 

1 o 

One easily countable measure is the number of pages pi^oduced in a 
specific day^by an individual. When computer printouts enter the picture, 
it is even possible to weigh the papcrv;ork rather tha^n redd. it. 



Thf.'.rc are olhcv ^3lt:oi.'n.il;.ivcs . Thero. onca^'was a' branch manngcr of 
a v.'hole!:;alc travel advinory r^roup tliat: tried to rolhlnk worlcing conditions 
in terms of m)0,. /ifter dccidino ' tha t proiuijt service, to custor.ors and 
phono calls v/as tlic ninnber one prj.orit>, the manager did not £,ct upset 
v/lieu the typi.st began to play cards while v;aiting for the next 
order to arrive in the mail .or by phone. After all, as soon as" an order 
came in, alt cards v/ere- placed^ on the table \7hile every staff member 
tried to get tlic order processed as quickly as possible. 

Obviously, there arc certain situa tions wherein card playing v/ould 
be ridiculous even though it seems. to be in line v/ith the productivity 
norms of management by objcctivco. The ability to strike a happy 
harmony bet^-zeen attendance hours, productivity, and. public reaction is > 

r 

"ft ■ ■ 

essential in %any practical application of MPjO to a bureaucracy. 

Yet, there is something- to be learned from the travel agency 
example. Managers and leaders do have some rewards. The manager must be 
willi!ig to evaluate* himself agains t .v;hat has to be done. Non-hostile 
checks and balances exist to increase productivity. 

6^ In order "to carry out an appropriate 
strategy, the anticipated rewards 
and advantages must be clearly 

spelled out. *Frequent mcclsures. of . ' ' 

progress and accruing advantages - . 

can keep people motivated without ^ *" , 
, having recourse to a constant prod 

or a carrot on a stick. 
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Managenicat iiiGrgos into leadorr^hip by:^ ' 

1st Developing corniniLinant to organizational 

Q goals and- objcctiyas . . " " 

■ 2nd Delopntiug respon.s ibility and authority 

rather than abdicating these two vital . - 
resources e 

3rd ^ Stressing organizational improvement . " , 

, rather than mere survival. 

. ' ' ■ " ' *• ♦ " 

4th Making decisions no one else can. make 
and not niaking decisions that others 
should make. " 

5th Being both task-oriented (insisting 

that goals be met) and_ considerate " ' 
(friendly and helpful). . 

The five steps of this gradual trans formvH tion ' of management into 
leadership provide ways to promote both quality and productivity. 

. ■ " ' . o » • ■ 

From a more CRITICAL perspec tive , ""v/xiters such as Harry Levinson 
look at I^mO as a VAST CONCEPTION v;it.h only l]i\LF VAST APPLICATIONS. 

Imitating the Roman gladiator, writers such as Levinson say "Thiunbs up'! 
to MBO as a" conceptual approach that offers great promise.. However, 
similar v/riters say "Thurabs down" toMBO as a slightly disguised form of 
manipulation based upon a reward-punishment psychology that is self-defeating. 
Such critics of MBO cite increased pressure on individuals , hostility , 
resentment, and distrust between a manager and subordinates. 

It is necessary for the v;ould-be practitioner of MBO to be aware of these 
serious and valid objections. Many of these objections hinge aro'uncj .deep 
emotional components of human mgtivation and the te:ndency ^o forget about 
the quality of performance v;hon too much stress is laid upon quantification. 



It is possible to elaborate on Lhe pf^ycholdgicnl criticisms of: KDO. 
Rather than belabor tte point, it is also good to look at some technical 
criticiS'.irif;^ of hcginning efforts nt'^rBO. ' 

.One of: the inost ' co;iTi7ion difi-icul tics for a beginner in VSO is the- 
constc^ntly recurring problem. of coming up v?il:h objectives that are of the 

type called. FOirHOT}It£:vniOOD ANT) ACAI^^^^^^ 

■ \ • ^ ■ •' " • ' > 

Here is one sample vague objective of the above mentioned 'type: 



Our . Department v:ill: I 

ATIMU, CONTAIN, and. MA;!:>]TAIn" the 
"highest possible degree of quality. 



7 
/ 



...poetry of the three, verbs (attain, contain, and -main\:ain) , might 



.,8ct a C-^,n versification, but it doesn't merit a passing gradjp in 
iiiaaage?Tient by^^j^idc rives.. Sucli an objective is much too vagui. 

. A manager has \ade the'^TR^AMSmON from vague objectives tol specif ic 
objectives v/hen THE /HIGHEST POSSIBLE QUALITY is spelled out in ietails 
such as CONDUCTING iVvAINING AND DEVELOFMEiNT ' PROGIUNS ' ' . 



In addition to the transition from v#gue to specific objectives, 
the managdr who wislies to employ .IBO must make" the " transition frdm activities 
to results. Thus, ijnstcad of , proclaiming,' "Our Department will conduct ' 
training and clevelofmcnt. programs,** the results-orienied manager states, 
"Our Department will train a certain number of employees according to 
standards that will achieve the following specified results." . , a ' ■' 

Thus, several transitions emerge: 



The t.ransition from vague goals to 
specific goals. 

Tho' transition from specif ic activity 
■ description goals, to results-oriented 
objectives. 1§ 



There is. one more transition to nnkc: 

^- . , • ■ ' 

. . The transition from POOR ODJECTIVEIS 

■ to BETTER OBJ^ECTIVES. - ■\' 

In other words, a poor objective is a specific and results-oriented 
objective that ignores certain details. A better ob jec tivc ■ is the same 
objective revised and augmented to specify who, v:hat, and v/lien. Thus, 
a bctt^'r objective for quality, training, and .improved manpov/er v/ould be 
By July 1st of this year, .the personnel direc tor and three outside 
consultants v;ill train 15, new. employees in order to make them capable of 

0 

supervisibiig a normal worlc load in the applications department. 
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SAMPLE O BJECTIVES 



Type: For motherhood and 
, Against sin . 



1. TO attain and n^aintain th. highest possible degree of quality 
(for a quality control manager). 

2. TO provide expert financial and accounting advice .(for a 
financial manager) . ^ ■ » 

'3 TO design a product of the greatest consumer appeal at the . 
lowest cost of -production (for a design engrneer). 

/ ./ v«,-,n„1'{-f- a-d rcc-iiM^^Pci orograms that vill promote 
t:proy:: i;r..;est ;nd morale (for a personnel manager) . 

5 TO purchase raw matcrlalr, and supplies in accordance with 
* specifications Oior a purchasing manager). 

6. To advise and counsel the cOB^pany's -'-"^S^" J^" 

nreoaraticm of both short- and long-range plans as an 
• 'aid'in acSeving ^he company's objectives (tor a planning 
irianager) . 

7 To support the production department by providing "ell- 
• thougi;'t:.out recLaendations on matters such as opera -nal 

. layout, work flow, and manufacturing processes (for an 
industrial engineering .m.anagcr). 

ft 'To enhance the company's image in, the eye:', of 'the ^"yj"S 

^S'^L^.anJ^in^Sia su^h as newspapers ,. maga.ii^HIT^.o. a 
television (for a j^ublic relations manager). 
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SAMPLE 01-UEGTIVE 



Type: General Goal 

Spelled Out in, Countable Results. 



OBJ-1 



\ ''Our objective is to' achieve the nuraber one quality reputalion for our 
comg'^ny in the industry. This objective will be accomplished when: 



'The number of field service calls does not exceed x percent, 
•'The in-plant reject rate is x percent or less, 
'V/arranty costs are less than x percent of sales. 
||Labor and materials cost for rework does not exceed x percent, 
"Xhe company's product is rated ixi the first two positions for 
^. at least eight out of ten times in the monthly issues of 
Consumer Highlight's magazine." v-^ 

OBJ-2. ^ , ' V . 

. ' t . . ' ^ . ■ 

• '^To meet inanp'ov/er requirements of the company by 'formula tihe; and 
conduciting training programs that will achieve the following results: 

"A replacement has been trained and is qualified for - 
promotion for each job at Salary Level -15 or above. 
."Three graduate mechanical engineers are capable of . ' 
promotion to the senior level. 

"Twelve foremen have <:^ompleted and achieved a grade of 80 or 
better in the course 'Basic Supervisory Techniques fqx Fcremen. ' 
"Af least 4 stationerjr engineers have completed the necessary 
r training and have secured the license for First Class . 

"Tventy clerk-typist trainees have^ completed typing Course A 
and are able to type copy at the rate bf at 50 woxds per 
minute," 
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OBJ-3 



"The credit Tnamnger will have performed his job in a satisfactor 
manner when: 

"Credit limits have been established for all accounts. 
"Credit applications are approved or dir,approved v;ithin two " 
days of receipt in 98 percent of the cases. 
"Accounts receivable are collected within 30 days for 60 
•percent of outstanding receivables ' and 45 days for 38 
percent of receivables. 

"Bad debts do not exceed 2 percent of sales for the year. 
"iNo loss of sales results from the above." 
. / 



OBJ-4 

"The maaager of deveTopment ciigineering will have performed satisfactorily 
v/hen he achieves the following results. (Many development projects require 
more -than one year to reach fruition,, and usually the objecti"Ve cover more - 
than the one-year period used in this illustration.) I 

"Development costs are Xv^ithin a plus or minus 5 --'percent of iJudget 

for 98 percent of projects*. - - . 

"At least three ^new products reach the corhmercial . stiige «nd each 

achieves the sales and returns specified by company' policy . 

"Savings of at least $50,000' are realized through L'he Improvement 

of pres^e.nt products. These savings may result from reductions 

in labor , .materials, or equipment. 

"Move Project A to a position where a "go" or. "no go" decision 
may be made by September 1." _ * 
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SAMPLK OBJECTIVE 



From activity to results 



:Activity: To conduct training and development programs, 



Result: To train a certain number of employees according to 

standards that will achieve certain specified results, 



/ 



Activity: To provide engineering services to the operating divisions 

Result: To effect savings in plant and equipment costs through 
achieving X, Y, and ,Z results . <j 

"Result: To reduct design engineering costs and rebuild cost 
from present 17. 37^ to 15% without reducing quality 
^ of design and n^nfacture of equipment. 



Activity: To conduct market rcse^ch studies to improve' the sale 
of cojDpany products. - . 

Result: To select by July three test markets for testing new 
Product B. 
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SAMPLE OBJECTIVE 



Type: From poor (relative terms) . 

To better (specific v/ho, V7hat,/whcn) 



Poor: To achieve a reasonable iinprovement in the time required to 
, prepare and distribute, the ttionthly report of operations . 

/ • ■ ■ ■ ■ ■ _ : . . 

Better: To reduce by 5 to 15 percent the tirne required to. prepare 
and distribute the monthly report of operations. . 



Poor : 



Better: 



To. effect as much reduction as possible in the.cost of 
operating the law department . * * ^ 

To reduce the cost of operating the lav; department by 
10 to 30 percent. 



Poor : 



''Beirter : 



To direct the quality assurance function' in a manner 
sufficient to Tjieet anticipated needs. / ^' 

• ? . ' ■ " 

To improve product quality by recommending inspection 
procedures designed to detect 80 percent of substandard 
products • 
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■ SAMPLE REASONS WiY >30 FAILS ■ • 

In addition to the obvious, that /Is, poor planning, there are many 
reasons Vvhy imo atteiTipts can fail. 

There is. nothing original about the follov^ing six possible reasons 
for MBO failure: . . . . - " * 

■ . • . ' ' ■ a . 

t . 

1. The MI30 plan docs not support the institution's 
or depar tmenis critical activities, 

2. The .MEO plan is unrealistic. y 

3. The M30; planner does not have the proper - ' , / • 
authority.' 

4. The" MBO plan lacks support from top ir.anagoinent . 

5. T)>e T'IBO plap larV.s u^-or .runnort, 

6. The MBO plan is on too large scale for- a •■ * 
first step. < 

PROBLE>! NlHriiElM ' • • 

-THE >D>0 Yim TOJiS NOT SUPPORT TILE iNSTITUTIONk OR DEPARTMENT'S 

CRITICAL ACTIVITIES ^ ' ^ • . . 

Departments and agenr-ies have been operating on activities for many 
years. It is only recently that the term ."objectivcs"ha.s b.een introduced. 
The ternrmnnagenant by objectives"is even ri^ore^ recent . 

In- spite of the fact that management by objectives is npt merely work 
schedulin Ry one goo d v;ay to introduce MBO is to a p pcrd i t as an ext ra 
element to work scheduling, 

23 . ; . • • 
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-This extra elcTVient vjould give . mi ddlc ir.aiv5[;cr"5^ just a little bit iv.ore .° 

lAtitudo over detcnlf^j In 'on-ainj'-; :ictivltics. Success in these Little V 

• *■ ■ P ' ■ 

activities would provide a basis for an cnl^raGrnent^Df the mO <ippli cn tion . 

The point Yuire is not .to start a.ninll, as if a large plan v/ere completely 

prohibited, fhc point hate is to ip.ukc sure that V;hntever >rp»0 touches gains" 

demonstrable support by enhancing the operating efficiency of key 

activities a lref:dy going on. ^ 

In other words, introducing the concept of mO as soructhing revolutionary 
and completely nev; is likely to doom the progrr?m to oblivion, Ufiless '>:eO 
is seen directly linked to irnproving- the efficiency' of ongoing activities, 
any MBO plan is likely to have low priority in the distribution of available 
resources, personnel, and time. . 



PROBLEM KU:iBER 2 
THE mo PLAN IS UNREALISTIC 



To claim that a MBO plan is unrealistic is simply another way of 
saying that it is far-fetched. Far-fetched means that the MBO plan does 
not respond to the known problems of the organisation, institution, or 
department . . 

Here are some typical reactions of managers to unrealistic >D>0 plans. 

The plan seems to be lacking complcteydocum.entation. 

Little evidence is presented that the MBO plan. offers 
an orderly and progress ive development . 

T he MBO plan seems very risky. ' * 



This MBO plan is. based on technology, personnel , * and 
budget that have not yet been apportioned . 



The MBO- plan se^^rns .to ignore our. existing equipment 
and staff. ^ - 
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The'lIBO plan offers a drastic switch from existing 
procedures that hi-ivo worked in the past. 

This mo plan of fcrs little, cost-benefit analysis 
in justification for the sudden changeover. 

The ^jTiO' plan- seems to be changing things so much ^ 
that it is certajn to cause disorder. • 

The .people here just simply v/ouldn't accept the 
type, of iWjQ plan being offered. 

Only one or two people in the upper echel©n seem 
to have any idea of what is meant by MBO in this 
organi'^iation. * ' . • <i 

The KJ30 plali/'sounds great, but the vocabulary 
level seems, much too ^'advanced.. • ■ ' . .. 

This HBO plan v;ould have been accepted if things 
had just been done in a more orderly fasliion and on 
smaller scale. 



PROBLEI-I NUMBERS 3- ' 
TllE MBO PI^MTNER DOES NOT I-IAVe' THE . . . 

• - _ . ' . PROPER AUT I lORITY 

. . y * 

There is only so much a middle manager can do to introduce ''MBO into 
the operation. 

After all, a middle manager has only so much authority to do the 
following; . . - . 

Gather information 
— — ^Dxrcct the use of departmental resouri:re« — ; — r — 



Formulate goals 



ERIC 
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■"'',1. Control budget line items 

, ■ Plan interdepartiriental and intera^'jcncy systems 

Change, add, modify, and delete plans in the 

space of a day or two. . " 

Make decisions that don^.t have to be approved . 
" from, on high 

, Looking over the above data gives the distinct impression that a 
iniddle manager can "introduce HBO in an orderly and incremental fa.shion IF 
•a careful analysis is made of the CONSTRAINTS surrounding any^ ^i^ven job 
. title and job responsibilities. 1-:^' 

1 • ' ■ ■ ' " ' . ■ 

. PROBLEM 4 . , ' 

.. ^ THE >f?30 PLAN LACICS SUPPORIP FROM TOP MANAGKMENT 

It is always possible- Xor a >U^0 revolution to Qccur at the bottoiu 
and v;ork its way up to the top... Hov/ever, such a revolution would probably 
have to be called the QUIET REVOLUTION. 

Obviously, top management support is needed. This^ is especially 

evident in the ^ability of top management quickly -to. es>ablish, fund, and 

o _ _ _ ; ' t ' \ . ■ : • 

— —encourage activities that arc in line v;ith key. or ganijsa tional activities. 

'■^ ' • ' 

Whenever a middle nSfnagcr goes beyond the authority of the job title, 
■• \ ' * ' • . 

a risk is boing taken. -> - 

Any unauthorized activity with the slightest trace of being Illegal 

may eventually /Sause a backlash from top manageraent. "^An idea that would 

-T^^nr7€r-be<nT-Trc'cc7ir^^ 

prohibits all future experimentation 5n even the smallest scale. a 

' • . ' ^\ . 26 •■ . 
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PROBLHM KU.'D'.ER "5 - 

f> . , ' . 

" ■ ■ THE imO PLAN LACK^ USER SUPPORT ^ • - 

. ' . . . ■ . " ■ ■ ■ . . -a ■ ■ ~. 

Middle innna^ors sometimes complain' that top management will not accept 

» 

the MBO process. This in very discouraging to tba middle manager v;fio wants 
to try out a:nov technique in order to. iinprove efficiency, productivity, 
and accountability. - 

.What, the niddle mana^^er sometimes fails to realize is the fact that 
the staff reporting to the middle manager are sometimes left out' in. the 

cold. This means that >mO implementations are made withc^St any active- 

,-■ 'if/ ' • ^ - 

involvement of the staff responsible for implementation. ; 

" , ■ ' ' ■ ■ ■ . ■ 

^:^ ^^^[^ middle management the originator of = the IIBO plan. Then, 
Staff reporting to middle management \?ill. be called the users of the MBO 
plan. With this terminology, it becomes obvious that one of t4ie" bes t ^ 



ways for the originator to involve the users is to make sure that the users^ 
contribute to the development =.of the NBO plan.. every step of the' way. Such 
formative involvement usually gains the strong support of users. 



■i'P^OCLEM KUISER 6 

I 

TlIE MBO PLAN IS ON TOO LARGE 
SCALE . FOR A FIRST STEP 



Many radio engineers, who are able to put together a. complex piece of 
electronic g^ar, startcd^ears ago putting together a crystal set. A crystal 
set is a very simple radio that contains no more than a half dozen pieces of 
electronic equiptrent. 



^ Any of us who hrive ever put .together a crystal set recall hbv; >• 
difficult it was. to pvit tliese siiT^ple pieces tocether THE FIRST TIME/ After 
a fev: experimentsi making a- crystcjl jfot became child's play and quite 
■obviously belov/ the capability of an experience crystal' set assembler. 
Tying things togcl-her is an important part of t assembling a^- crystal 
set or« a'coiiiplex' piece of electronic aquipment. Sometimes, the. difficulty 
will lie in learning how to use the soldering iron. At other times, the 
difficulties will come from the complex^ interactions of the various^, / 
component part s. . ._ ■ . - - 

^IffiO is closer in complexity to a complicated piece of i5lectronic gear- 
more than to the complexity found in a simple crystal set. If the compoqent 
parts ofMIvo .-re put togcthGr on tioo' largo a scale v:ithout linking in- each 
component', the imO plan may become . short circuited and ineffective. In 
sucli a situation, the MBO plan- may. be too complex for the originv^to.r to 
find out exactly .which * pieces aren't: interconnected. 

■ In other words, the over-ambitious -^lED plan needs some ad.vice. 

The advice is simply this- The MBOplanner must start with existing 
activities in ordqr to focus attention . on solving- existing problems After 
a few organizational problems oh the complexity level of a crystal set have 
been solved*, the MBO planner is ready to tackle problems a little bit bigger 

In other words, a good track record is needed before going on to a 
complex over h.3ul of the existing organization thro.ugh MO. planning. Many 
planners hcive learned to jog by starting off with 50 foot races. After a 
while, a .100 yards seem -short because^uVt' yesterday the jogger was able 
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to; do 3 miles non-stop. The point is obviously that a beginning jogger 
' doesn't start v;ith a 3 mile non-stop race. The beginning jogger starts 
with, a 50 foot race. In i-;any instances,- the first 50 foot race seeir.s 
quite an. ordeal to the inexperienced jogger ... But , after a vhile, things 
•seem to pick up. ' \ ■ . 

It's much tlie same way v/ith ^OiO, Setting, up one small IIBO plan and 
giving- it enougli time to iron out thefbugs is one good way to gain' the 
experience necessary to set up a slightly larger MBO plan. ■ 



Looking over" the above six^problcni ^rcas and t^e solutions, one- is ■ 
tempted to ask, "Where did these ideas come from?" 

The ansv;er. is' obvious to the author. The preceding principles- ■ 
originate partly from literature searches of MUOin the ERIC system. In 
addition to literature searches, professional journals and articles in 
related areas s^ich as business . managemenb, -finance, the stock market, 
computer decisions, electrical design, reading research, educational 
technology, management theory,- and other interdisciplinary areas have been 
consulted. The. message seemed to he loud and c^ear: 



Think big 

Start sraall ■ V . « ' 

profit from mistakes .. 

Bite off only a chewable amount of MBO 



. Such advice; is obviously rjot original. However, the .difficulty Is 
not in understanding the advice but in practicing it. This is part of ths 
discipline of productivity encburagc'd by MBO planning." 

29 



HBO AG£:iI)A ' . . 

ParticipanLG ANALYZE both the pros and cons 
of MBO in lighL of future i mp leivienlat ion back 
in one's institution or agency •. ^ 



7i 



Sequence 



lA 



Work 

page 



IB 



I n s t r u c f o V A c. 1 1 v i f. v 



/\ orients: 

— words (DATv\) 

- ski Its. (TI]I[-:GS) 
. - values (PEOPLE) 



Participant Activity 



P\ helps group analyze 



MBO 



Ac>enda ■ MBO A^renda 



IIA 



IIB 



lllA 



J0 elicits group 



response 



.f\ .orally probojs_i:;r£iits 
essential for proper use 
of MBO 

6 records the group 
reaction * ; 



A'' elicits group cafee- 
gorization of traits 
into 6 MBO steps 



A, Listen 

B, Write: .questions' 

• reactions 

• career .goals 

C, Value middle management 
: as c time for 

' 1* Perspective (DATA) 

2. Growth' (SKILLS) 

3. Influence (PEOPLE) * 

A, Read MBO Agenda 

B , Categorize questions , 
reactions, aqd goals 

into agend a 



!^ orally probes the 
group for pros and cons 
of MBO 

A -records the group 
reaction 



A, Read workpage 1 

B, Express viev;point . • 

■ (necessary or unnccess ry 

C. Sound out group consensus 

D. Write out only the 
essentials 



A. Read workpage 2 

B. Categorize necessary and 
unnecessary traits into 
6 MBO steps 

C. Write out. a meaning-ful 
application of ^ each of 
the 6 MBO steps 

A. Read workpa|:e 3 

B . Explain one * s react ion 
pro and ton to MBO 

C. Write out the 3 most 
significant advantages 
(3 pros) ana disadvan- 
tages (3 cons) of MBO 



Product- 



List of 

questions ( DAT A ) 
List of re- ' 
actions (PEOPLE) 
List of career 
goals (THINGS) 



Agenda (p re- 
specified) 
correlated with 
aud i e n c e (soon- 



taneous) 
expectations 

Workpage 1 fille 
in with at least 
5 inana''*€^r t 
classified , as 
necessary or 
unnecessary for 
proper use of 
MBO 

Workpage 2 fille 
in with at least 
one ^neaningful 
application of 
each of the 6 
MBO steps 



Workpage 3 fillec 
in with at leacst 
3 advant^tges and 
3 disadvantages 
of MBO 



Sequence 



Work 



Ins t. r u ctor A c t i v i. t v 



Partic i pant 'Activity" 



Product ' 



IlIB 



}:> elicits a group analysis 
of the pros and cons in teriTu 
of o cofiUBon HBO errors 



IV 



/\ answer questions from 
participants 

5 asks questions to 
participants' 



A, Read* workpage. A 
. B, Reinterpret advan- 
tages, (pros) and . 
- disadvantages . (cons) 
in terms of errors 
that can be remedied 

C. Write out at least 2 
remedies each for 3 
personally recognized 
MBO errors 

A, Read v;orkpage 5 

B. Ask questions of LAC 
C C^4rify to HPA what 

written 

D. Work 

. . fast 

. on one ' s own 
. with the amount of 
-&i:i^pe r\ 'isi on pc rsoR- 



ally chosen 



.A evaluates 
• participants^ 

. A 



A.. 



Evaluates 
. self (share) 
. group (react) 
. IlPA and LAC 

( suggestions for 
. next tim<^) 

Weighs the pros and 
cons of "Can I use 
MBO?'» and ^'When? 
How?*' 
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Workpage A filled 
in with at least 
6 remedies to v 
common MBO errors 



Workpage 5 filled 
in 

. on paper - 

. in one ' s head 

. - in 15- minutes 

or less 
• with minimum 

difficulty 
— with &pon- 

taneity 
. with creativity 
. with group ^ 

interaction 

, ^Awareness of the 
latest MBO 
. traits 
. . irapl^raentatlcn 

steps 
. pros, cons 
. implemen- 

' tation errors 
. and remedies 
, Opportunity to 
try out a new 
management tool 
in an environ- 
ment that is 
. simulated 
. .safe 
. fail-safe 



» * Workpage 1 ■ ' . .. ^ . 

^ecegsary and Un.nocos-.sary Mannger Trains "for Proper Use of MRO ' 



DIRECTIONS: List and describe your most obvious manciger traits in section 1. ' 

Check if. NECESSARY or UNNlCESS.\RY for MBO in section 2. Explain your 
■ ' " * 'decision in section '3'. . 



Section 1 

Name and descr Iptioij or 
o bv.i ou ^' ' v.iCi n a R 0 r t r a i I. s ■ . 


Section 2 

NECESSAF'^' 
■for MHO 


J 

for HBO . 


Section 3 

An explanation of the decision made in 
section 2. - 


TRAIT X 










TMIT 2 1 










« 








TRAIT 3 1 

i 


0 ... 








TRAIT A 1 








1 


TRiMT 5 
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Six Illusi: r afcd MDO Iraple m e n f a t ion St g d s 



piRECTIOiN^S: 6n the.biisis of vorkpage 1 raid group discussion, reclassify MBO trfa'itS 
into the appx-opriatc step' listed below. ;7 



MBO Step .1 


Diagnose 
Problems 


MBO Step A 


Select Viable 
Altern'ative Situations . 






•■'1' 






MBO Step 2 


Specify 
Obiecti ves 


MBO Stc.u^ 5 


Evaluate 

I4e.asurablc Outcomes 











Analyze 




Implement 


MBO Step 3 


Constraints 


MBO Step 6 


Appropriate Strategies 



\ 



Workpage 3 ' 

Some Pros (ADVAN'TAGhS) find Cons (DT.S:\DVANTAGES) of. MBO 



PROS 
(ADVANTAGES) 
of MBO 



DIRECTIONS: Write out 3 significant 
advantages (3 pros) to MBO'. 



2. 



3. 



CONS 
(DISADVANTAGES) 
of MBO 



DIRECTIONS: V/rite out 3 significant- 
disadvantages (3 cons) to HBO. 



2. 



3. 
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Workpage A 



" .MBO .Hrror.s Thcit Can Be Romediod 
DIRECTIONS: Reclassify, workpage 3 items into the follov/ing error type categories. 



Error I 


MISO p 1 an is i r re 1. evant to 
xn.stitution or do par tine ivt 


Error IV 


MBO plan lacks support from 
top mana Element 


Symptoms: 
Remedy: ^ 


Symptoms: 
Remedy: 


Error II 


MBO plan is unreali°stic 


Error V 


MBO plan lacks user sunport 






Symptoms : 
Remedy: 


Symptoms : 
Remedy: 


•Error III 


MBO plan" lacks the ^ 
proper authority 


Error VI 


MBO plan" is on too large a 
scale for a first step 


Symptoms : 
Remedy: 


Symptoms : 
Remedy: 
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/ "> ■ . ... Work-page 
/. ' ■ ■ An MBO V/ork Plan' 


■ 5 • 

3 n Sik Ste.rts 




DlRpCTiONS:. Follow the ins tructions f ou 


nd in 


each 


section. 

J. 




. 1 1 DIAGNOSE Problei.is: 




A i 


Sr.LI£CT Viable Alternnc j ve Solutions: 


• A. i-^aine o inajqr, problera areas. 

B. Circle the one to be" solved via MBO. 
: 1. 




Specify at least thrct: ways to achieve 
the objective specified in step' 2. 
1. 


2. 










2. 




3. 










3 • 




• A. 

. " 5.- ' - ■ ■ . 






^ _ t 








2 SPKCTFY Oii^orrivGs 

A. Write one countable objective for 

the problem circled, in step 1. 
,B, Specify the minimum acceptable 
. count. , 
!• One countable objective: 


-H 


• -EVALUAl h-i-ieas arable Outcomes: ' " 
Specify at least nne outcome of the • 
objective specified inj step 2 that will 
impress your boss, you|rself, and your 
staff. , . ■ I ' ^ 

BOSS: 


2* The rainirnum acceptable count: 






SELF: 










STAFF: 












. 3J ANALYZE Constraints: 

Specify one ,thing your boss, organi- 
zation, regulations, laws, or budget 
would let you. do in the objective ^' 
specified in step 2. 

c 






IMPLEMENT Aoprooriat 
Where do you foresee 
MBO Success? 

i" ' 


2 Strategies : 

Wive re do you fore- 
see MBO failure? 


Specify one thing your boss, organi- . 
zation, regulations, .lav;s, or budget 
would not let you do in the objective 
spd^cif ied in step 2. 






What can be done to 
reinforce gains? 


)■ 

i 

What can be 'done j 
to cut losses?- j 

■ . ' - ■ \ 


) ' ' • ■ ' . 
t ' ' . ' ■ 

|er!c ;.. • 
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rati p.gn AA^- Ahovo av era 
A- 'Avtvra;',ti 
. B A =- n C: I \j • a \' e ra 

KVALIiATTON 



Circle the 'ratinr; afi er'Vjach co:;.nVcri t: tb.or. ho 
evaluated. (Kach prL.sr:nter is expected to us 
specifics to help you J-earn.) 

Conine fit" . t 




plles.;to. tlie pRcsentof being 

e at leV^at son'fi of the foUo\;ing 



- 1 
2 
3 

3 

, 6: 
—» 

9. 
10. 
11. 
12. 

13. 

13. 

16. 

IV. 
}.8. 
19. 
20. 

21. 
22. 
23. 

2.4, 
23. 

26. 
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3'2. 
3^ . 
3- . 
^ 3 . 
36. 



."'Listened to r.jy viewpoint . ' 
Perceived my uiai.n idea. *, . 

Probed lay initial reactions. 
Advanced lay perspective.. ' • 
An a V.' r e d irj.\* f. o n:- a 1 c| u e s t ion s . " » * • 

Ariff:v;c-:rod a nuii)b'.:r of. my .quL-sLionr> befo.rc 

1 af-^ked thera.' 
Pre,sen5,ed Ideas clearly, 

Cuided the groui> reaction v;ith desirable direction 

I'espcMjded to 're lovnnt group quest-ions . 

}U;di r-eted irrLilevant qu-{;tions back to the topic. 

Avoided u n'lu- c: e s sa ry vcrbia^;e. 

Fo J Loved up theory . wi th. pract i cal on-the-job 



ERIC 



Used a-needot ...-s , humor, ciuotat: ions-, ^.nd 

comparisons to clear up ^s^*ues.■ 
'^^layed with i:he topic , object Ives , a^genda's 

pu,rpose of today's session. 
Su^:of;cj avipMcitble reading! sources of infoT-- 

r.ial ion/ and foLiov;up naterial$. 
Specified thin^j,s I could d'o to apply today *s 

tc)pic 'in a variety of circumstances. 
Kei:/t 'things i.iovin:^-;. ^ ' - 

Cleai'Od up lui sunde rs t and i ngs . 
Did h..^re than just talk.- : ^ 
i.^ resell tod his vici.'poinl: and opinions v.dthout 

tryitig to force or impose! tl^iem. 
Ar,recd vT^ith'^ray professional* experii:ice, 
hived u[^. to or surpas5;ed viy expectations. 
Mad-e me feel that 1 could contribute to today »s 

session, d i scuss i on , toi')i c , . o r purpose, 
fh.'lp-d iVie iea^rn sornethin^u v/orthwhile today. 
«^>'.c:::cd. CO bj v/cll prei^ared. 

D'-'fuonst rat ed an ■ av/arcness of my concerns or of 
t he roup ' s concern-s. * . 

.^tr-'crsed both the pros and cons of today ' s . topic , 

i>jd i..6,re*than "po througb the riPtioLis. " 

^^••.-.s able to improvise and sti.U stay on the topic, 

i!ardlr-d difficudt ques( ions or difficult partici- 
paot s We 1 1 . 

Sensed- ihv urou[>'s position as well as the 
ptv^iticn of: vocal oddball.s. 
n ss. d t iiu basics. ' ^ . 

iii^nied to practice -what he advocated'. 

X/id ' i-nc d us., of the t inie av'ai lablc. 

yp".'itd up. scvie V;orlhwhIUj rspec t i ves for lue. 

•^vt.id-d overdoino, ovfrreactin^^, or over- 

^*-p'^"^^Ji/iiiV<;. ; / 

^■Ud ' ci^ood irvpres^ion on me^'. 
Achieved today's objectiVG(s) . 35 
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The best thirig( s )• about. . was 
(were):? 



My suggestion(s) to J-^ Is (aie) 
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[Mt ri >: Annl'v?. j s of Wj^ir^siu^o vKval Mat ion 


• 

i 


.......... 

("^j .A d V i I r. c ( ! d r/! j:> o ] ; a c L i. v Ci . 
. { j,'\i:'^Kcrod mv formal 6u;'J^:t ioi^i* 
QHi'ljud ine learn 5*.omGlhi.n[^ 

v.'o r 1 1 iwh i 1 e t od ay . 
•( jSt i/tisscd llie' basics. 


FO] 

□ Slnyc'd v.'^ith i lie' tjoplc, 
. objectives, a v, end as, 

purpose of t Ciday ' s 
session. • 

□ l-vespcinded to "re 1 evant 

rou p qu es L i o n s . 

□ Sensed the ^■;roup'' s posi- 

tion as well as the ^ 
posi t.ion of vocal odd- 
balls?' 


A0| ^ . • ... 

• □Guided- the group rtiaction 
with re'asonable di.rectioa 

□ Made me feel.l could con- 

tribute to today ^s session, 
discussion^ topic,. or 
purpose', . 

□ Handlcd,,diff icul t questions 

or difficult participants . 
' well.. - ■ • 

□ Avoided overdoing, over re- ^\ 

acting, or overemphasizing. . \ 


ii^Li ^ ■ . - ' 

□ Cleared up misundcr- 

□ Agreed v^if/U riy professional 

c>.|>cr5 cnce . " 
■[ J Op Cl n cd up s om e a-/o r t h w h 1 1 e 
• . perspectives for me. 

□ Pe rc ei vod my n*ain idea . 


PE 

□ Pi-obed my. initial re- 

actions . 

□ A V o i cl e d u n n e «:* e s £; a r y . 

vcrbiai^,^'^. ' 

□ Specified thinr!;s I could 

do to apply, today 'fi 
.topic in a variety of 
ri rrufns I' apces .' 

□ vSeeined to practice what 

he advocated. 

□ Made good use of 'the -^me 

avai lab] o . . 

□ Achi eved today ' s objec- 

tive:(s) . 


AE 

□ Listened to my viewpoint. • ,^ 

□ Presented his viev.-point and 

T. opinions wi thou t':" trying to i 
, force or impose thew. 

□ Lived up to or surpassed my 

expectations . 

□ Demonstrated ap civ;areness of- , 

my concerns or oi: tlie 
group's concerns, . | 

□ Made a good impression on me.; 


Kil— ■ ' - 

□ Answered a number 'of my^' 

questions before I asked 
t:.hem.„ 

nPiesenled ideas cl early. 

□ Used anecdoti.es, humor, quo-- 

talio.ris, and ccmparisons 
to clear up issues. 

□ Stressed' both the pros and" 

cons of today • s . topic . . 

• 


Pk / ■ X.^ 

□ Redi rected i rrclcvant 

questions back to the 
topic. 

Q F o 1 1 ov;ed u p - 1 h eory with 
^ practical on-the-job 
examples . * 

□ Suggested applicable . ^ 

reading, sources of in- 
. fomation, and follovaip 
materials. 

□ Seemed to be well 

prepared . • . 

\ 

t 


— , 

Ajy ■ ' 

□ Kept things moving. 

□ Did more than just talk. 
•Clpid more than go through 

. the motions . 

□vas able to %mprovise and | 
still .stay on the topic 

■ ■ ■ ■ '^1 


\' ' 3-9; ' ■ " ■ ' ■ ■ - " vj 



Sxv II 3 .t r/it .L-d l-.iX ) I r !)J i Kid i LaffeHi Shops " 



M BO Ste p 1 



Diaf;nosa 
Problcnis 



List-encd to my* viewpoint. 

Kesponci.ad to relevant group questions. 

Avoided' unnecessary vc^rbiage. 

Used anecdotes, humor ^ -quoVations , 

and comparisons to clear up issues.^- 
Pid more than just talk^ 
Stressed -tlie basics. \ 



MHO St.ep A 



'J. Select Viiable 

y' Alternat ivp Situat ion s 



HBO Step 2 



"Specify 
Ob i ^'ct: j ves 



Perceived my main idea. . 
Prcsent'ell' ideas "crearly . ^ 
Redirected irrelcvaat questions back 

to t'he'' topic. 
Presented his viewpoint and opinions 

without tryin^> to forca or impose them. 
Handled difficult -quest ions or difficult 

participants' \vell. 



HBO Step 3 



Analyiie 
Const rai nts 



" - \ ' 

A n swe red my f o rma 1 qu e s t i o ns . 
Ansv;ered a number of my questions before 

T asked them. . 
.Cleared up misunderstandings. 
Agreed wi til my professional experience. 
Seemed to v-'cTl prepared. " 
Demonstrated an awareness of my concerns 

or of the group's concerns. 
Made good use of the time available. 



Advanced luy perspective. 

Suggested applicable reading, sources of 

information, aind folloivup materials. 
Made mc feel that I could contribute to 

today's session, discussion, topic, or 

purpose. « • 
Stressed both\hc pros and cons df 
^ ' today ' s topic . , * 

Was able to improvise and still stay on 
. the topic . " 
Opened up some worthwhi lt;:" perspective'^s 
"for me.* • 



MBO S.teo. 5 



Evaluate 

Measurable Outcomes 



Proberf my initial reactions. • . " 

•Kept things moving. - ^ 

Lived up to or surpassed my exp^ctd'tions. 
Helped me learn something worthwhile today, 
Did more than go througli" the motions. 
Avoided overdoing, overreacting/ or over- 
emphasizing. ■ ' 
Made a "good impression on me. 
Achieved today's objectivc(s) . 



Implement 

MBO Step 6 App ropriate Strategies 



Guided the group reaction with desirable 
direction. " 

Followed up theory v;ith practical on-the- 
job examples . 

Stayed with the .topic, objectives, agendas' 
purpose, of today's session. 

Specified things 1 could do toapply 
today's topic in a variety of circumstances. 

Sensed t.he group's, position as well as the 
position of vocal oddballs. 

Seemed to- practice what he advocated,.- 



40 



